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18 mav 1970

MEMORANDUM FOR: Director of Central Intelligence

SUBJECT Maximizing the Abilities of Young Employees
REFERENCE :

Memo fr Deputy Directors frm Ex Dir-Compt dtd 23 Apr '"70,
same subject

1. In accordance with the instructions of referent memorandum,
the Task Force has conducted a review of Agency procedures for

determining Agency needs, utilization and development of young

employees.
25%1
2. The report of the Task Force's findings is submitted
) {
herewith.
Chairman
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INTRCDUCTION
In reviewing Agency procedures for determining the needs, utilization,
and development of young employees, the Task Force assumed- that the President

was referring to young professional employees. In defining the term "young,"

the Task Force decided to consider, generally, newly assigned employees who
are less than 35 years of age. .
e £ TS . . :
The Task Force reached its conclusions through several meetings in
which the needs and procedures of each Directorate were discussed, with an
interchange of ideas which these sometimes separate practices raised, and
the presence or absence of an Agency posture concerning the use and develop-
ment of its young employees. \
COMMENTS
After exploring Agency procedures in relation to the five criteria
provided by the President, the Task Force has made certain observations
and recommendations.
... Manpower. planning provides for an adeguate and continuing
intake of Career Trainees to meet future redquirements in ‘
the administrative, professional, and technical fields.

The Agency is experiencing little difficulty in attracting the services
of talented young people. This year the supply of qualified applicants has \

been more than adequate.to meet all but some specialized needs. Primary
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sources for the recruitment of young professionals are: the nation's

" colleges and universities; military discharge centers; and business and
technical schools. Unsolicited written applications for employment are also
an important source of potential manpower for all levels.

In general, all Career Services of the Agency follow the same basic
mechanisms for determining profegsional staffing requirements for young
officers:

Advanced Staffing Plan:
et e e

The overall statistical transcript of input is based upon the develop-
ment of the Advanced Staffing Plan (ASP) for every upcoming fiscal year.
This process involves collaboration between the Office of Personnel and
members of the four Directorates. It takes.place in the third quarter of
each fiscal year. It includes a review of the current staffing situation in
each of the operating components and consideration of prospective losses
based upon prior experience and the probable effect of other known factors.
The reéulting statistical targets define the overall magnitude of the
recrultment effort. | |
Recruitment Guides:

ASP statistical goals are broken down according to the categdries of
qualifications which will be sought and are stated in Recruitment Guides.
These are designed to inform field recruiters as to the kinds of people who
should be encouraged to apply for'professional and technical employment.
Recruitment guides are updated whenever significant changes in requiremehts
occur.

Most of the Agency'SKQ;Q£§§§ipna;kand tegpniqglrrepruigmegt_efforts

are concerned with hiring young personnel for a long-term career. Lateral

¢
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entry at senior levels is rare except in scientific and technical fields.
Our personnel management system contemplates the employment of most officers

at junior levels and provides for their training and development through
o S——

e

succe531ve p051t10ns of career responsibilities and status in the course of
their careers. Needs for this input are determined by each of the several
Career Services in terms of their predicted requirements for new personnel.

The results are assimulated in the Agency's overall Advanced Staffing Plan.

There is little doubt that the mechanism of the Advanced Staffing Plan

and the subsequent Recruitment Cuides, {f ﬁfdbéfi& ﬁséd; can _provide for a
continuing assessment of short-term and long-range needs and the acquisition
of young people to meet those needs. However; concern was expressed by all
members of the Task Force that current and p;giggped manpower ceiling

estriction does and will pose significant obst@cles to the input of young

professional employees. Wayshand means of overcoming such obstacles were

discussed and it became apparent that there is no Agency program available

to assure that the proper mix in input of young professionals is at all

times adequate.’

Entrance On Duty Controls:

Input is managed thro;éh Office éf Personnel monitorship of the

numbers and kinds of applicants in process and of the control of the timing

of ECD's in relation to the needs of the various components. This timing is
also managed according to the strength levels of Offices and Directorates in
relation to their authorized staff personnel ceilings;

The Career Tralnlng Program

(DY s e - g oe oI

This program 1s a special input channel for young professionals who

are carefully selected for their general potential value to the Agency.
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This involves selection from among internal candidates as well as from

applicants from outside the Agency. The Career Training Program is the

only pentralizedcﬁgency mechanism through which the Agency acquires young

~

profe531onals for appropriate placement within the various Career Services.

e e i

The Task Force's review comes at a time when the Career Training Program

has been reduced as the source of young professional input. The Agency may

have overreacted in setting CT input targets which are unrealistic tgwbggk )
up the flow of succession into the many senior positions which will be
Yagqted in the next ten years., The Tésk Force recognizes that much thought
and considerable debate have been applied to the Career Training Program over
the years. The dbserﬁation is offered that this study must continue on a
concentrated basis and provide some jfas:c_);_gti'on__t_q the question of "Career
Trainee" versus "Non-Career Trainee" direct hire. With current input into

~ Sy
the CT program nunmbered at 50 annually, some other means must be found to
provide adequaté nunbers of young personnel to the various Agency components,
particularly the Clandestine Service. Ceilingv??strictions must not prevent
this input..
The Cooperative Education Program:

25X1
Beginning in September 1962, the Office of Communications developed a

small cooperative'education program at thq laboratory. The program

grew to a top of 16 cooperative students and has continued at that level.
In March 1966 approval was granted to extend the program to other parts of
the Agency, starting with NPIC. An Agency coordinator was appointed and

visits were made to 14 colleges having co-op programs. The co-op students
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reported to NPIC in the summer of 1966.
The Office of Computer Services joined the program in April 1966 and
Technical Services Division in June 1957. FMSAC and OSI joined in 1968

and 1969. Numbers have grown from the initial two in 1962 to 93 as of

Ap?ii;;QZQ;§W1th a projected expansion to 150 over the next five years.

It is noteworthy in evaluating this program that of those cooperative
students who have completed their academic studies, fggg26§ percent to 75
percent have acgggggg full-time staff employment with the Agency. This ié
consideréd an excellent retentiop rate measured against a national average
of 50 percent.

?he Summer Intern Prog;am:

fhis progr;m is confined to the Iaﬁglliggnqg Directprate”and represents
another methodvof attractihg interested young undergraduates and graduate
students to the Intelligence field. It will be reported upon by the Task
Force concerned with making the work of the Agency understood and better
appreciatéd by American youth.

The "succession studies" which are underway are an essential augmentation
to all of these processes. They encourage judgments based upon long-range

considerations (statistical analyses of potential losses) as well as

current needs.

'y Young people are placed in JdbS that challenge
their full abilities and provide opportunities to grow,
innovate, and contribute in a real way to the work of
the organlzatlon :

There has been an increasing awareness on the part of Agency management

of the problems inherent in managing its input of young people and in
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monitoring their utilization and development. A number of papers and
studies on the junior professional in our organization conducted over the
past couple of years are evidence of this concern. Some of them are:'

The Career Training Program Proposal; February 1970, Director of Training

Facing the Succession Problem; Office of Personnel Planning Paper

The Advénced Staffing Plan; Office of Personnel

Attrition II; Office of Personnel

Committéé bn Professional Manpower; 1968, chaired by the Director of Training

Junior Professional Manpower and the DDI; 1968, Paul Borel

Junior Professional Manpower; 1968, Inspector General Committee

Professiohél‘Méhpower Development in the '70's; Office of Personnel

In addition to the above, ‘the Management Adv?sory Grogp has been

established and is the subject of comments later in this report. Also,
the Qgggfy Di;ectorr§q; Support»has organized P{gb}ggfﬁg%giqg Seminars in
wnich young professional employees pa;ticipate. These, too, are subject to
later comments.

In this Agency, responsibility for the training, development and
advancement of Career employees is left to the several Career Services.
For this reason, each of the Directorates reviewed its broad application
of procedures for utilizing and developing young employees. Briefly, their
findings follow. ‘
Therg%gg@gstine_SgrvipgiA

hExcept for a certain number of highly specialized positions in the
Clandestine Service, most assignments at Headquarfers are field oriented,

that is, the incumbent is selected, trained and utilized in the manmner which
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enhances his early utilization in a field assignment. Young employees are
encouraged and assisted in preparing themselves for assignments abroad by
developing language and area knowledge and intelligence collection and

information processing skills. An effort is made to strike a workable

balance between training and on-the-job utilization. Normally, a young
officer would be expected to serve two tours of duty (two years each)

abroad for each tour at Headquarters. The BALPA and OPRED exercises have

significantly limited opportunities for young people to serve abroad and

12

this has had some_negative effect on the morale of young employees who joined
the Agency for purposes of living and working overseas.

The effective development and utilization of young employees is a joint
effort in the CS with the primary responsibility in the hands of the using
components. The gggiggipg_OfﬁigevagggQ, through its representation in the
Career Training Program and RID's Professional Trainee Progiam, and through
appointed Junior officer referents in the area Division and Staffs, monitors
the development and utilization of young officers in gr%ggf‘Q§>§ to GS -12.

The CS Personnel Staff (Panels B, C and D) and the Personnel Management Staff
also contribute to this effort.
The Intelligence Directorate:

In the Intelligence Directorate, it is felt that most young profes-

e
e

sipnals_are assigned to jobs that are 1mportant to the functions of the

organlzatlon and are challenglng to the new. employee. In many cases, these

e e £ e o o

young professionals become completely involved in preparing Econamic reports,
Current Intelligence studies, performing photo interpretation, ete. 1In
addition, many training programs are available to the young professional
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both within and outside the Agency. Young professionals are aware of the
opportunity to discuss work problems with senior workers and supervisory
personnel within their office. |

Senior officers within the Directorate make every effort to ensure that
young professionals afe plagg@ in challenging assignments. Every office has
a Career Service Board which periodically reviews the assignment and progress
of the junior officers. Annually, Q§g§”9§§ice,is required to submit to the
DDI a list of its most promising young professionals. This enables the DDI
to monitor personally the job assignments, training and development of these
people.

The Intelligence Directorate also has a {Egég?ﬂgrpfe§s;ona;4Develqpmgnt_
‘Panel headed by the Director of one office and manned by the Deputy;@;rgqtg;s
of the remaining offices. This panel meets periodically to select junior
officers to attend the Midcareer Executive Development Course, and to
discuss problems that may be encountered by operating officials or employees
concerning the assignment, progress, and development of junior officers.

The Intelligence Directorate has a_gfﬁljfféqu notiqe_system that
advertises job vacancies so that its persomnel are aware of such vacancies
and are free to apply if the job offers a promotional opportunity or other
inducement. -

The Science and Technq;ogy;pirectpratgiﬁ
On the basis of data from the calendar years 1965-1967, it can be seen

twice the rate of older bersonnel. Academia, directly or indirectly,

' provides the basic training for the professional with 92% of EOD's during
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the reference period being college graduates. For the most paft, the offices
within the Directorate follow the dictum of "other things being equal, hire

the recent graduate, preferably with a year or two of experience." The mean

age of the under 35 EOD's is 27 with the modal age at 22. Initial assignment
and hiring are typically congruent processes because the DD/S&T is substantively
oriented and slots are filled on the basis of needed skills and the need to

keep apace with rapidly changing technology.

Once aboard the impetus for career development comes from the individual.
Substantively the Directorate allows the young professionai to Eﬂ;ﬁ;cique
actively‘in_bfiefings at higher levels, and by representation on technical
boards, panels; and committees. This type of participation is in the nature
of on~the-job training in that it makes the individual more sensitive to the
needs of management,

More formal training is used extensively, both internally and externally
though again in large part the impetus for such training must come from
the individual. Offices commonly have specially tailored courses to meet
their special requirements, The individual office makes the information
available to the individual for internal training. {pb rotation is of
limited value since the positions are heavily oriented toward specialities,
e.g., it would be impractical to éxpect a physicist and economist to change
slots and expect unimpaired output. One office routinely gives its members
an opportunity to indicate assignment preferences by means of the Head-
quarters reassignment questionnaire and by circulating vacancy lists of
overseas assignments. The DD/S&T ?ireer development course has P?QY?@

effective as a vehicle for informing individuals of the activities of
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other offices thereby providing a basis for broader utilization of skills
and career enhancement.

Career Service Panels are used to monitor progress of the young
pgofgssional as well as to act on promotions. The Directorate is moving
in the direction of having qufpy Cﬁyee; Seryice Pangls as well because
in many instances the panelists are too far removed from theringivigual
under consideration. The "comers list" was prepared some time ago as another

e
mechanism to enable more efficient career development but has not had
noticeable impact as yet.

In sumary, development of young professionals is largely within a
substantive discipline and left essentially to the individual. The
Directorate has some mechanisms but the indiYtig; mus@ place himself
within them.

The Support Services:

| Each office in the Support Services uses its own mechanism, schedules,
programs, and training to éhallenge young people to their full abilities and
to promote their growth while at the same time realizing production results
during their apprenticeship period. Depending upon the office and its
centralized or decentralized operations, apprenticeship periods vary one to
five years. Junior.members are exposed to formalized training, on-the-job
training, frequent job rotations, desk audit-type training, staff orientétion

assignments and/or one speciallized assignment based on prior job experience

or formal education.

As in the other Directorates, Offices of the Support Services, in a
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the Support Services as a whole.
That the above mechanisms have shortcomings is apparent from the
studies cited earlier. They.are replete with comments made by nunmbers
of young officers about our Personnel Management Program. In general, the
following are fgggtggjorAaxgﬁs_oﬁchpcern as expressed by the young Officers:

1. General concern and even apprehension among Non-Career
Trainees about the status and long-term advantages bestowed upon
Career Trainees. It is the impression of the Task Force that
this attitude of concern is out of proportion to the facts as we
know them. Nonetheless, it is very real and affects many young
people. It is worth serious management attention.

2. Some general feeling that their entry into the Agency
was too much "grooved" by circumstances, and that their initial
assigmments were decided with insufficient consideration of
alternatives and without their own participation. Many of these
young people are moved to reassess their assignments as soon as
they have gathered some idea of the scope and variety of Agency

activities.

3. Dissatisfaction with the extent to which they as
individuals can Qontrlbute to considerations involving their own
utilization and development.

4, Worry. over the general effect of compartmentation in
restricting their opportunities for growth and advancement.

While it can be argued that this is a "career-oriented" Agency,
%7 the orientation has largely been in organization terms and ;giglin'terms
[ of the human aspirations and expectations of its members. In the past, this
has been a practical approach, and true accomplishments have been made in
the form of the Career Service structure.

The question of "generalist" versus spec1allst" has been one that has

RGN
<

plagued Agency management for a long time. It plagued the discussions of

the Task Force. The question has a direct bearing on the utilization and

L84-00780R003400060063-2
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development of young empioyees. It can be argued that the direct hiring of
young professionals %ggigﬁﬁvspecificﬂjgp needs, based upon their preparation
for a special functional area and their measured capacity for growth, will
provide for them a more immediate challenge and a greater personal involve-
ment at the outset of their careers. Once proven as a strong team member,
appropriate training can be tailored toward a fuller use of individual

ﬁ i potential. If properly balanced with the input of "generalists" through

i the ggyger Training Program, the long:rangg_ngg@sdqf the Agency can be met

I - esxmee

{ \ with less polarization between the "CT'and the "non-CT."

. Young professionals are.expdsed to the decision-
making processes and to a broad view of their Agency's
missions.

One of the more significant moves in this regard is the establishment
of the Aggqu,Man@ggmentﬁAdyisgry;Qrpup, composed of repfesentatives from
all areas of the Agency. The purpose of this Group is best expressed_by
the third criterion suggested by the President in his memorandﬁm: "To assure
that young professionals are exposed to the deciéion-making_processes and to
a broad view of their Agency mission.” |

The first meeting of the Management Advisory Group was on 5 June 1969.
These officers meet at least once a month to discuss any function of Agency
management that they may wish to pursue énd report to top mahagement
concerning the problems they surface. Memggrs are appointed.on a2 one-year
rotating basis. None is higher than GS-lgg/some-are GS-12's. The group is

composed of employees representing the following age groups: 30-35, 35-&0,

LO-45.,
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Since inception, the group has met 27 times. Guests of the group
have included the Executive Director-Comptroller, all four Deputy Directors,
the Deputy to the DCI for National Intelligence Program Evaluation, the
Inspector General, the Director of Personnel, the Director of Training and
the Director, Planning, Programming and Budgeting.

It is interesting to note that the Deputy Director for Support has
established a series of one-week seminars of selected officers from the
GS-11 to the GS—lB grade levels to consider problems raised by the various
offices of the Support Services. One recent seminar involved young
professional representatives from each office exploring means to improve
communications between management and the junior professional. These reports
are provided in both oral and written form to the Deputy Director for
Support and, in wirtten form, are given wide distribution within the Support
Services.

In feviewing mechanisms in the separate Directorates through which
ideas can be expressed, the following was the basis for discussion in the
Task Force meetings.

TEE>Clandestine Service:

Ideally the most effective communications link between managers and
young employees is through the immediate supervisor and upwards and down-
wards through the normal organizational channels. For this réason, emphasis
1s placed on choosing the best qualified supervisors available. The problem
is that technically qualified supervisors (the Operations Officers) are

often strong individualists accustomed to working alone or in small groups

in the field and whose managerial skills are somewhat lacking. Efforts are

A_RDP84-00780R003400060063-2
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being made to bridge this gap by training courses dealing with managerial
problems in the Clandestine Service.

Young officers in the CS also have an opportunity and often do express
their ideas, suggestions, and criticisms through various personnel boards
and panels, the Special Staffs, the Suggestion and Awards Committee, the
Technical Requirements Board, and in grievance cases, to the Junior Officer
Board or dirgctly and confidentially to the Inspector General. The Deputy
Director for Plans is receptive to requests for personal interviews from
young officers. |
The Iﬁtelligence Directorate:
| In the Intelligence Directorate the young professionals are exposed
to the decision-making processes through the assignments they receive.
Generally, these employees are given special research and analytical
assignments and, although working under the guidance of a senior officer,
are expected to perform most of the work on their own. Finished reports
and analyses are used by higher authority in making decisions and recom-
mendations. The above assignments are alsd used as a mechanism for listening,
considering, and responding to ideas presented by the young professionals.
The completed assignments are reviewed and discussed in detail by senior
officers. This review gives the young professionals an opportunity to explain
and discuss recommendations and suggestions contained in their reports.

The Science and Technology Directorate:

Aside from the mechanisms provided by the Agency, each office within
the Directorate essentially espouses an "open door" policy. While this
circumstance is accurate, the doors appear to be open for the most part for

o
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substantive discussion rather than as a means for eliciting ideas or
T T
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providing the young professional an opportunity to be an observer or
participant in the management process. One office has recently started

a program of "aniQ? personnel roundups"” where the Director meets with

15 randomly selected individuals to discuss a range of topics. While too
early to judge its effectiveness, the response has been encoufaging.
Generally, there is ezgellent communication laterally and vertically on
substantive matters and less effective communication vertically on manage-
ment poliéy and plans.

The Support Services:

The Problem Solving Seminars technique in the Support Services has
already been discussed. In addition to this mechanism, exposure of
young professionals to the decision-making process is a day-to-day matter.
The coordination process, chain of command, approval authority délegations,
and identifying points where action is taken all contribute to the education
and exposure of the young professional to the decision-making process.

The Staff Meeting system of the Deputy Director for Support whereby
on a weekly basis Office Heads are briefed by the DD/S and subsequent
briefings by Office Heads, Division Chiefs, Branch Chiefs, and Section
Chiefs of their immediate subordinates provides information, instruction,
and a dbroad view of our Agency's mission.

Channels of communication are open in the Support Services through
the normal chain of command, directly by any employee to the Deputy
Director for Support, as well as to a specific "listening post" in the

form of the Support Services Career Services Officer.

DPS84-00 /80RU03400060003-
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1 The Director of Training's efforts to re-vamp many of our internal

\ training programs should not be disregarded in measuring Agency procedures

against this criterion. The newly developed Advanced Intelligence Seminar

is an excellent example of exposing the student participant to something
far more meaningful than a series of organizational diagrams and a proces-

sion of "chiefs."

freely used and provide for listening, considering, and
responding with fast means for ideas to reach officials
who act on them.

There will always be room for improvement in the area of open
communication between management and the young. In a mechanical sense,
such channels do exist throughout the Agency as outlined earlier in this
report. However, greater substance should be given to the use of those
channels which do exist and.this can only be accomplished through the route
of education--the education of supervisors and managers as well as of oﬁr
youegmemployees-—and the kind of positive approach that is inherent in the
establishment of the Management Advisory Group and the Problem Solving
Seminar.

The use in the Agency of the Suggestion Awards Program has already
been mentioned. Although not included in the official Civil Service
Commission announcements for security reasons, the Aggggz;%ést year stood

sixth among thirty-nine Government departments in measurable benefits from

the use of the Suggestion Awards Program for fostering and rewording ideas.
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The acéivities of the Clandestine Service Special Panel and the NPIC Panel
under the Age ncy s Suggestion Awards Committee have been noteworthy in
encouraging the flow of ideas related to their sensitive activities,
evaluating and processing them quickly, rewarding them prbperly and
putting them to constructive use here and elsewhere in Government where
they may have applicability.
<Allisupefiisoié;hhdéfsféﬁdlhbﬁ;ﬁﬁbh:fhéyjiﬁfiﬁehcé
young employees' job. attitudes and career decisions through
their receptiveness, interest, and flexibility.

In terms of the young employee, the first assignment is perhaps the
most important one and'his first exposure to supervision will often determine
the extent of his motivation for a full career in intelligence.

It is interesting to note that wh%ie}ji percent of those polled in
the Inspector General's recent survey of ﬁizg:ﬁ@nd ten-year employees found

y thelr supervisors competent and fair, only_ggﬂperggnt felt that the Agency
ﬂ is doing;a good job of managing young professionals of recent entrance
on duty.

Agency management has always been concerned with the strength of its
supervisory ranks, as attested to in the Agency's Fitness Reporting system
where all employees with such responsiﬁilities must be ranked on their
managerial and supervisory performances.

The substance of the Office of Tralnlng s Superv1s1on Course and

Management Training appear to be in tune with the above criterion. There
may be some question concerning the numbers of managers and potential
managers enrolled in OTR's courses. In the last seven years (March 1963 -

February 1970), a Egggl”of 652 has taken the Supervision Course, 930 the

SORUUI400060003-
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Management Course, and.;056 the Managerial Grid. In the Management

Course (for employees GS-1l1 to GS-1U4) which is perhaps the most significant
for first-line supervision of young professionals, the attendance figure
averages about 133 per year for the entire Agency. In the opinion of the

Task Force, much more can be done by the Career Services in exposing

first-line supervisors to formal, internal training in the techniques of

personnel management,

CONCLUSICNS AND RECOMMENDATICNS

In general, the Agency has developed appropriate mechanisms for
determining the needs, utilization and development of young employees. In
certain areas it is questioned how effectively they are put to use. This

Q, is of particular concern in the hiring of specialized personnel either

« . directly or through the Career Training Program. The Task Force recommends

“y Nws,

N that proper consideration be given to balancing the Agency's input of young

generalists through the Career Training Program with a corresponding_input

t

of young personnel selected for given jobs in specialized areas. The

Cooperative Program is one example of how this can be done.

——r

» The Task Force is of the opinion that there should be an Agency
N T
Q&@i;/GEEEEEQEEELQ on a regular basis of the input of young professionals to the

i

several Career Services. It is understood that the Director of Personnel will

<&§%§g¢sh0rtly present to management a plan to provide this in a study, "Professional

// ¥snpower in the '70's." Pending the publication of the Director of Personnel's

study, the Task Force makes no specific recommendation as to procedures by

.‘mf’\w-\:—xﬂ"q
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which an Agency overview of the input and the development of young people

can be provided, but does consider this an important function and

responsibility should be assigned on an on-going basis rather than on a

series of Ad Hoc group considerations.

Celllng restrlctlons must not be permitted to shut off the input of

£ FOUng profe351onals and it is recommended that the Director of Personnel be

ngyy charged with the responsibility to collaborate closely with the Agency
Career Services in finding ways and means to pgrmit the recruitment of youth-
ful talent when ceiiing restrictions would otherwise impose limitations.

w&ﬁ;FwJ - In terms of communicating with young employees, activities such as the

, Management Advisory Group and the Support Services Problem Solving Seminars
\3 - 7 .

ware significant vehicles and it is recommended that all of the Directorates

0 éﬁ consider such means to provide for participation in management problem

P4

\f \pub11c1ty throughout the Agency.

considerations by young professionals It is also recommended that the

membershlp of the Management Adv1sory Group and its activities be given wide

—— =

Vs

' ~¢- 7 A continued consideration of ﬁgi:ggg;igz‘of,first-line supervispry
perfo:nance is strongly urged. It is recommended that senlor managers of
Tﬁf,‘@%e Agency e instructed to make fuller use of the Office of Tralnlng
//%/ superv1sory and management training programs for the express purpose of
<§§& insuring that supervisors under their Jurlsdlctlon become more fully aware

of the problems of managing young people .today.
N W
AN
g ©  and proposals that have been made in the past and which undoubtedly will be

Responsible managers in the Agency should be aware of the var10us»stud1es

P84-00 /80RU 0063-2
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rade in the future. The Task Force recommends that a wider distribution

be made of these studies and proper utilization be given the results.
PURSEESNE S et TR - -
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18 May 1970

MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : Transmittal of Task Force Report
Entitled "Central Intelligence Agency
Programs to Improve Relations with the
Academic Community" ‘ '

The attached report was prepared in response to the
President's Memorandum for Heads of Executive Departments
and Agencies, dated March 31, 1970, concerning the general
problem of building links with American Youth. The report

was prepared by the undersigned Task Force. 2oxl

Attachment: As stated above

S=E~-C-R-E-T
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SﬁMMARY AND RECOMMENDATIONS
Summary:

The Agency has a variety of programs designed to
cultivate good relationships and mutual professional and
intellectual respect between Agency officers and members
of the academic community. The programs are kept in ‘low
key, in accordance with the special considerations that
must govern Agency contacts with students and faculty. The
most fruitful activities in maintaining links with students
and faculty include an Agency-Academic Seminar Program on
major foreign problem areas, an extensive external training
program for Agency employees, making available to students
and faculty unclassified research material, employing stu-
dents under a Cooperative Educational Proaram and a Summer
Intern Program, and maintaining dlrect contact by Agency
professionals with appropriate profe351ona1 societies and
university departments. The Agency also has a small program
of briefing visiting college groups on the background of the
Agency and the role of Intelligence.

Recommendations:

It is recommended that the Agency:

1. maintain its basic low profile and restraint in
its approach to faculty and students;

2. expand the Summer Intern and the Cooperative Edu-
cation Programs;

3. continue to provide briefings on the Agency to
university groups visiting Washington9 on a selected basis;

4. expand the Agency-Academic Seminar Program to include
various geographic areas of concern, such as the Soviet Union
and the Middle East, and increase student participation in the
program;

5. maintaln the Agency External Training Program at as
high level as feasible consistent with the needs and with good
management;

6. make available to the academic community the excep-
tionally valuable research material in the FBIS Daily Reports
on Communist China, the Soviet Union, and East Europe;

7. create, within the Directorate of Intelligence, a
Committee on Academic Relations, chaired by the Coordinator
for Academlc Relations, with the mission to further develop
communications and programs of mutual interest involving
members of the intelligence and academic communities.

{ DI
e 2006/057 79 CALRTJPS84-00 /80R003400060063-




Approved For Release 2006/05/29 : CIA-RDP84-00780R003400060063-2

S-E~C-R-E-T

18 May 1970

CENTRAL INTELLIGENCE AGENCY PROGRAMS
TO IMPROVE RELATIONS WITH
THE ACADEMIC COMMUNITY

S-E~C~R-E-T
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18 May 1970

CENTRAL INTELLIGENCE AGENCY PROGRAMS
TO IMPROVE RELATIONS WITH
THE ACADEMIC COMMUNITY

The Agency depends heavily on the academic community for
its professional staff in a wide variety of disciplines, as a
source of expertise through one-time contacts or continuing
consultation, and for contract research. Consequently, the
Agency has developed over time a series of programs designed
to maintain as good a relationship as possible with the academic
community.

The Agency programs and its general approach are kept
deliberately in low key, in accordance with the Agency's mission
and with the special considerations that must govern Agency con-
tacts with students and faculty. The one central element in the
Agency's approach is the effort to cultivate professional and
intellectual respect among university students and faculty mem-
bers for the Agency and its officers.

Some major components of the Agency have little or no direct
contact with the academic community. The Directorate of Science
and Technology uses numerous faculty members as cleared contacts
or consultants. Other components--elements of the Directorate of
Intelligence and of the Offices of Personnel and Training, for
example--have many contacts with the academic community and have
active and diverse programs to develop and to smooth Agency-aca-
demic relations, to facilitate the flow of information and ideas
between the two communities, on a necessarily selective basis, and
to attract superior young men and women to careers in intelligence.

Agency officials, to the extent that their duties and the
requirements of security permit, are encouraged to continue active
membership in their professional societies (economists, geogra-
phers, area specialists, computer experts, etc.). They are per-
mitted to write for scholarly journals and to publish books;
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however, their manuscripts are subject to security clearance
procedures and to review to insure that the subject matter is
not inappropriate. These activities are permitted in the
interests of continuing the professionalization of Agency
officials and as a means of presenting to the academic commu-
nity an image of professional competence. Agency officials
contributing to the periodic reports on the economies of the
Soviet Union and Communist China published by the Joint Econo-
mic ( Committee of Congress are identified by name and agency.
This too contributes to the professional stature of the Agency
and its officers. For many years offices within the Agency
staffed primarily with specific professionals, such as geogra-
phers and economists, have sent carefully selected staff
members to call upon appropriate department heads, faculty,
and students on college campuses to discuss new developments
in the profession and career opportunities in intelligence.

In 1966, concerned with the growing tension in govermnment-
academic relations, the Deputy Director for Intelligence added
to his staff a senior officer with an academic background to
coordinate the varied relationships of the components of his
Directorate with the academic community. This officer, the
Coordinator for Academic Relations, was also charged with genera-
ting new ideas for maintaining friendly and mutually beneficial
relations with the academic community. At first the Coordinator's
activities focused primarily on China studies, but within a short
time the geographical area limitations to his assignments were
removed.

The following description of Agency activities and programs
designed, in part, to overcome student and faculty misunderstand-
ings and apprehensions concerning government in general and the
Agency in particular is keyed to the six steps enumerated in the
President's memorandum of March 31, 1970.

1. Providing Officers as Guest Lecturers:

a. Because of their expertise and their continuing
professional contacts, many Agency officials are invited
to universities to speak before college groups, seminars,
and classes on a wide variety of subjects. As a general
policy the _Agency does not encourage such outside
activity and permits acceptance of such requests only in
instances where some clear benefit would accrue to the
government or to the Agency.

=2

S-E-C-R-E-T
Approved For Release 2006/05/29 - CIA-RDP84-00780R003400060063-2




Approved For Release 2006/05/29 : CIA RDP84-00780R003400060063-2
S-E~C~R-E-T

Recently a small and experimental program has been
initiated to test the usefulness of somewhat more
positive response to such requests. The results

thus far have been good; the college classes and

the faculty members involved have been enthusiastic.
However, it is not intended that this program be-

come very large or that the Agency take the initiative
in arranging such activity.

b. During the 1966-1967 academic year, the
Coordinator for Academic Relations initiated a series
of Agency-academic seminars on Communist China, which
proved to be a useful medium for the exchange of ideas
and the development of mutual professional respect be-
tween the Agency’s China experts and their counterparts
in the academic community. These seminars, which are
now established as a continuing program, are held in
university towns but not on university premises; they
usually last for five or six hours, and they usually
involve an Agency team of three or four analysts
meeting with 10-15 faculty members and advanced graduate
students. The substantive exchanges are frank, and
differences of view are aired, but discussions of policy
are out of bounds. \

The exchanges have proven useful substantively to
both sides; the broader benefits, in mutual understand-
ing and professional respect, are especially gratifying.
Through the seminars, Agency analysts have had face-to-
face contact with more than 100 academic China experts
from 20 different universities. Plans have been made
to expand the Agency-academic program to other areas of
concern, such as the Soviet Union,. the Middle East, etc.

2. Encouraging Qualified Officers to Accept Appointments
as Part-Time Faculty Members:

a. A large percentage of the Agency's professional
staff have graduate degrees; many had college teaching
experience before coming to the Agency. A few have con-
tinued to teach part-time in Washington area universities,
despite the heavy demands that Agency employment places
on their time and energies. Their Agency affiliation
is not hidden from students or faculty, and they are re-
quired to make a clear distinction between their Agency

-3-
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and their university responsibilities. We have
found that the _best impact, from the point of
view of the Agency, is made by those who concen-
trate in the classroom on being good substantive
teéachers and who play down or avoid reference to
their Agency affiliation.

The Agency is considering. the feasibility of
initiating a small and experimental program to pro-
vide a "teaching sabbatical" for qualified Agency
officers who might desire a break from their ‘Agency
duties and for whom the experience may further their
professional development.

Many former Agency employees are in university
teaching and administration; in most instances they
. retain contacts with the Agency and provide a
! communications link with the academic community.

b. The Agency has an extensive external training
program that provides an excellent means of contact
with students and faculty. The program is administered
by the Agency's Office of Training and is designed to
provide additional professional training to promising
young Agency employees and to mid-career employees
whose contributions to the Agency would be increased
by additional training and outside experience. With
very few exceptions, Agency employees on external
training are known to the faculty and to their fellow
students as CIA employees. They are given comprehen-
sive briefings so that they will be better equipped to
discuss the Agency. They serve as ambassadors with
considerable success. :

The external training program includes both
part-time and full-time training. Those in part-time

- training, about 600 each year, attend local area
universities to continue work on advanced degrees or
to take specialized courses related to their careers.

The Agency also sponsors about 30 officers each
year in full-time external academic training. They
are enrolled in universities of outstanding reputation
in appropriate disciplines or area studies. In any
given year, officers on full-time training are likely

—d
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to be found in 15 to 20 universities across the
country. Although the primary purpose of the
program is to enhance the professional competence
of Agency career officers, the program also has
proved to be a valuable means of building respect
and understanding for the Agency and its mission
among students and faculty members.

3. Providing Opportunities for Short Term Employ-
ment for Rotational Tours in the Agency for Faculty Members:

a. The major components of the Agency have
consultants from the academic community who are
called upon from time to time for their substantive
expertise. A consultant relationship with the
Agency is considered a private matter, and most
academics prefer that the relatlonsn;p_gpj‘bewknown.
AS ‘a matter of policy, academic consultants are
required to inform the appropriate administrative
official in their university of their relationship
with the Agency. Despite the confidential relation-
shlp “between the Agency and academic consultants,
the consultants do provide a helpful, if indirect,

link with students and faculty members.

The Agency has no general program for bringing
faculty members, other than a few consultants, to
work in the Agency during breaks in their academic
schedules or on sabbatical. " Such expertise would
bé helpful in a number of specific staffs, where,
for example, foreign political, sociological, or
economic research and analysis is conducted. Some
efforts have been made to recruit academics for

- rotation tours of one or two years in those staffs.

L However, the administrative problems from the point

5 of view of the Agency and the practical problems
from the point of view of the academics are such
that a significant program is not likely to develop.

b. The Agency does have a small program, an
outgrowth of the Agency-academic seminars mentioned
above, which brings selected academics to Headquarters
for a crlthue of thelr research or publications.

\___’/' =
the end of research progects of interest to the
Apency are invited to meet with a small group of Agency

~5-
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analysts and to lead a seminar discussion on
tnc1r research project. In some cases, the
scholar has been able to provide draft copies
of his research or part of it in advance .of the
seminar. The seminars are of considerable help
to the Agency analysts in keeping them abreast
of new research in the field and in suggesting
to them new methodology and viewpoint. The
scholar, for his part, receilves a serious and
detailed critique of his work from a group of
exceptionally knowledgeable analysts and prac-
titioners.

¢. . The Agency also makes available to the
Academic community unclassified reference and
research material which facilitates scholarly
research and creates a considerable amount of
good will.

4, Employing Students Under Summer Intern and
Other Professional Training Programs:

. a. The Agency has a Cooperative Educational
L Program under which a total of 90 students from
SO 17 different schools and universities are employed
@;;f at the Agency as part of their on-the-job training.
The program is under the supervision of a full
time cooperative advisor who is in continuous con-
fact with the selected universities. The progranm
is designed primarily for recruitment purposes,
and it is concentrated on technical schools and e
2;§ professions. More than two-thirds of the students
//f//- in the Co-op Program opt for staff employment at
iﬁ graduation. The program is also a highly successful
means of establishing direct contact with university
students and of spreading understanding of the Agency
and its mission. The long-term plan calls for an
increase from 90 to 150 students in the Co-op
Program over the next f1ve years.

b. The Agency's Summer Intern Program started
in 1966 as an outgrowth of the Co-op Program to
accomddate students in schools that did not have
co-op or on-the-~job training programs. In 1967,
the Summer Intern Program was expanded to 14 1nterns

P84-00/830R0O03400060063-
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25X1
and to include graduate students in China area
studies. In the summer of 1968 the number of
interns was increased to and the area

studies component for graduate students was
expanded to include Soviet, Middle East and
Southeast Asia area specialists. The Summer
Intern Program has proved to be an excellent
means of introducing promising students to the
possibilities of a career in intelligence; it
has also proved to have very effective public
relations benefits. About 50 percent opt for
full time staff appointments after finishing
their university training. Present plans are
to expand the Summer Intern Program to a total
of 50 over the next five years.

——n

5. 'Maintaining High Level Recruitment Officers
Recruitment Style:

a. The Agency's Office of Personnel recruitment
standards and procedures are discussed in another
veport responding to the same White House memorandum.

- However, one aspect of the Agency's recruitment

style is germane to this report. For several years,
the Agency has followed a practice of sending line .
office supervisors or analysts along with recruiters
SO that potential applicants may talk directly with
officers with specific knowledge of their areas of
professional interest. 1In this way, the interviews
may be more pointed, specific and meaningful to the
applicant and the Agency. Such interviews also
establish desirable_face-to~-face contact between
Agency officers and student applicants. When possible
the Agency officers selected-are graduates of the
applicant's university. Although line officers still
accompany professional recruitment officers in certain
instances, the practice is less general than in the
past because of the reduced number of openlngs to be
filled.

b. Qfficers of several components of the Agency,
taking advantage of the long term contacts with
university professors, department heads, and admini-
strators, visit universities perlodlcally to cultivate
good w111 and to be available to any students or

faculty members that might care to talk about a

e
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career in the Agency. The visits are coordinated
with the Office of Personnel, and tThe receptivity
of the appropriate university professor to such a
visit is ascertained in advance. One particularly
successful program of this type has been conducted
by the Office of Basic and Geographic Intelligence
which, since 1962, has arranged visits to a large
number of qglygyslty Geography departments. The
students and faculty are given a brief description
of the background of the Agency and of its overall
mission, a general description of the nature and
types of geographic research conducted in the
Agency, and they are shown some unclassified samples
of the Agency's. geographic research and cartography.
The visiting officer also invites questions about
government careers in general and Agency employment
in particular.

6. Informing Students and Faculty about the Agency:

a. The Agency, through its Qffice of Personnel,
makes available to universities a number of pamphlets
which describe the origins of the Agency, its general
purposes, and the opportunities it offers for careers.
Also, the recruiters are available to inform interested
students and faculty about the Agency.

b. The Agency also has a_small, low-key program
of briefing visiting college groups on the background
of the Agency and on the role of intelligence in
national security policy. The activity is administered
by the _Office of Training. The Agency does not adver-
tise the program or take the initiative in generating
requests. However, the Agency response to requests
from bonafide college groups that can attend such a
briefing in Washington is positive in all possible cases.
The prog;gm is small (10 or 12 groups each year) and
necessarily somewhat selective. The response thus far
has been very favorable due in considerable part to the
rw1111ngness of high ranking officials to devote their
time to the briefings and discussions.

- =8
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AAONLORANDUM ITOR

HIWADS O EXIECUTIVE DEPARTMENTS AND AGLENCILS

wr osociety's groatest resource is its youth., Young Amcricaas today
Lo swore aware than ever before of the problems and the opportunitics
sefore us.  They have in high degree the ideals, vision, sensitivityand

enerygy ithat assure our future

‘e wao direct the affairs of government have a special obligation .
srovidce for the constructive use of these gualities -- to enlarge tr.
seriicivation and involvement of young people in government. How v :il
we o cc.ommunicate with youth and seck the adv«.wud"e of Lcelr abilitics wiiz

itical review of how your

s, _Vatr‘:ract alented youn_
Te0pie e their s_taffs, utilize and develop them, and provide meche-
—-sntie tarough which ideas can be expressed and con51de-g,\.. Each
ceparoment and agency must assure thaty

-- Manpower planning provides for an adequaie and contin-
uing intake of career trainees to meet future requirements
in the administrative, professional and technical fields.

-- Young peotle are placed in Jobs that challenge taeir full
abilities and provide cpportunities to grow, innovate and
to

contribute in a real way Lhe work of the organizaticn.

-- Young professionals are exposed to the decision-making
processes and to a broad view of their agencies! missions.

s for communication are cstablished an

-- Owncn channe d ire
used, and provide for listenir ng, considering and respond-
t means for ideas to reach officials who can
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- NP suapeivisors understand how much they influcace
voray cmployees! job attitudes and carecr decisions
sooneh thelr receptivity, their interest and their flexz-

Aoanddr on oowhnt is done within government, - we must build other

s WD can ycmth Insulation from the operations of govern-

Wogenerates milsanderstanding and misconceptions. EL rts must
knowledge about activities being undertaken to
1cct human needs. Among the steps
ing this about are these:

N .‘.‘.«’.‘.\IC cU DIOVLGC

vo complex probleats

WoLoh o mana g

x_;\

Lo appear on campusces as gucst
rimary interest.

¢ able profcssional employees to accept appuint-

PN i mm oy e e et PP hFs bl
LeNnls a3 part-iime Iaguity mernners.

-~ Provide opportunilties for faculty members tc be eraployed
cering breaks in their academic schedules where their ex-
periise can be of benefit to government programs

~-- Impvploy students in temporary jobs related to their carecers,
o

=]
o

i rogram and other plans designed
to preovide a practical exposure to government operations.

-- Assure that staif members who recruit on campus are so
well suited to their assignments that you would be pleased
to have them regarded as your personal representatives.

-- inform academic institutions about government progzrams
and the contributions made by their graduates and faculty.

!

ve .sked the Chairman of the Civil Service Commission to provid
) . o

ership in this vital area and to advise me of significant gvelop—
rneats wnd progress.

ing of this decade is a fitting time for us tc demonstrate wur
cooamitment to the full invelvement of today's youth in the processes
" overnment which will help shape their tomorrow and ours. Onl

vo-.2 the help of this generauon can we meet the challenges of the 1970s.
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